EE AS ATLA I I aT 


a eet ee 


Approved For Release 2001/08/07 : CIA-RDP81-00142R000300090010-2 


= = BOL FeO 
reseed 7 eye he Ban 
ad uo eT elt a ty 
nective Beqdatry wees hey edb 


10 July 1978. 


MEMORANDUM FOR: 25X1A 


Chairman, NFAC Management Advisory Group 


. FROM: Director of Central Intelligence . 


SUBJECT: Creation of an Intelligence Specialist 
Corps within NFAC 


REFERENCE: Memo from Chairman, NFAC MAG, to DCI 
dtd 6 June 1978, same subject. 


1. Many thanks for your very complete and persuasive memo on the 
creation of an intelligence specialist corps within NFAC. You have cone 
a superb job in laying out the case and a series of patential solutions. 


2. 1 am asking the DDCI and the Director of NFAC to look intu inis 
and come back with their specific recommendations. If we go in this 
direction, I have two thoughts in mind: : 


.a. There must be very express standards for qualifying 
to be a specialist. . 


b.. The presence of the specialist within the various 
- divisions of NFAC not be intended to create a sertes of 
different positions. The specialist would targely fit 
right into the organization wherever his skilts were needed. * 
This might mean that he would be a GS-16 specialist working 
in a branch that was headed by a GS-14 or GS-15 for 
managerial purposes. 


3. Overall, I'd like to see larger numbers of specialists convem— 


| plated and I'd like to see the program start at the GS-14 level. I°1] 


25X1A 


wait for comments from the DDCI and the DDNFA before we decide whert to 
go on these various peints, however. Again, many thanks. =. ees 


STANSFIELD TURNER 
cc: DDCI 
DDONFA 
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6 June 1978 


MEMORANDUM FOR: Director of Central Intelligence 


FROM 
Chairman, NFAC Management Advisory Group 


pre : Creation-of-ar-Intebh gence: Speciabist. Corps 
within NFAG ape 


In response to your request at our 15 March meeting, this 
memorandum presents an elaboration of the MAG proposal to create 
an "intelligence specialist" or "senior analyst” corps within 
NFAC. We also submit suggestions for converting some NFAC mana- 
gerial slots to senior analyst slots and for a career development 


_ program. 


The NFAC MAG believes that greater specialization and more 
depth in analysis can best be fostered in NFAC by creating: a:cadre 


. of: analysts’ who: are-isolatedfrom manageriak pressures - Efforts 


have been made in the past, and a new drive is currently underway, 
to identify some slots for supergrade analysts. Much as we approve, 
we. doubt.this. will provide: more than a temporary solytton, -given. 
the.constant pressures: on-higher- graded-analysts.-to-take-on.super- 
Visory responsibility: or..to..assume: "non-supervisory"..staffpost- 
tions. ; a 


The NFAC MAG believes that the establishment of a.distinct cadre 
of intelligence specialists provides the best, and perhaps the 


“only, effective buffer against such pressures.* A commitment to 


reserve a specified number of senior positions for intelligence 
specialists should prove a major asset in attracting highly quali-- 

fied personnel--both through lateral entry and regular recruitmen:: * 
channels. Moreover, it would facilitate the retention of first-rate * 


*Sae table | for a graphic demonstration of how many Non-supervisary 
positions (as defined by the Office of Personel) now are filled oy 
analysts performing essentially staff functions. For the purposes 

of our paper, an "analyst" is defined as one who spends more than 
half of his or her time involved in original research and writing- A 
breakdown by grade of the number of supervisory, non-supervisory, and 
“analytical” positions found in the largest NFAC offices appears in 
the Annex. 
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SUBJECT: Creation of an Intelligence Specialist Corps within 
NFAC 


analysts in the Center by ensuring a more favorable working 
environment and by providing stronger incentives to develop their 
analytical skills. 


The strengthening of analytical) and managerial training wourd 
be essential to the success of this system. At presenty NFAC's 
training programs.are: insufficient to--foster -“excellence in 
analysis: or management. With a stronger training program, all 
analysts at lower grade levels should be encouraged to deveiup 
and improve analytical and managerial skills through on-the-job 
training courses from the Office of Training, academic instruction 
and professional meetings. Some foreign travel and rotational 
assignments in other parts of the Center and the Intelligence Com- 
munity would also be useful. Academic sabbaticals and extended 
foreign study should be strongly encouraged for those opting for 
an analytical career. Analysts who opt to take on managerial 
responsibilities as well should receive advanced training in adnin- 
istration and personnel management. 


- The NFAC MAG Proposal in Brief 


‘The: NFAC-MAG-recommends that. one-SS~17 -slot,. three -GS—16 
slots,..and about-ten GS-15. slots.be designated as-intelligence 
specialist positions. in-each of the four largest production 
offices--OER,.OSR,. OWL,:and ORPA.* OSI and OGCR respectively 
‘would receive fewer intelligence specialist positions, the fore: 

: because of its smaller size, the latter because of its internal. 
% structure. (NFAC offices with a lower overall grade structuré” 
could opt for some GS-14 and GS-13 positiens.) 


The designation of one GS-17 and three GS-16 intelligence 
specialist positions in each of the larger offices is based or 
a calculation of how many slots could be converted at each grade 
Tevel without requiring more slots at that level within NFAC. for 
the GS-15 positions in the larger offices we allotted one GS-1h stot 
for each division or major component within an office or one GS-1 * 
slot for every two branches, whichever number was greater.** 


* See Table 2 for a detailed breakdown of how many intelligence 
specialist positions would be generated for each office. The t- 
clusion of some GS-14 intelligence specialist positions would be 
optional. 


**If the system were extended to the GS-14 level, one GS-14 pcsition 
would be allotted to every branch or two GS-14 positions for every 
division, whichever number was greater. 
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SUBJECT: Creation of an Intelligen e Snectalist Corps witarn 
NFAC , 


Implementing the Proposal 


The. NFAC. MAG. proposal. can be inglemented without increasint 
the average grade in NFAC-or the niaber of slots at any-yiven 
grade. level. In order to accomplish this objective, diffrence: 
procedures are required at each gr.de leve!: 


GS-15. The NFAC MAG is propos:ng the establishment ot 4 
GS-15 intelligence specialist posi-ions. Alt but one could he 
created by designating existing GS-15 non-supervisory slot. to 
this category. A close look at the functions performed by US- iS 
now in these slots reveals, however, that about one third sre 
filled by personnel who perform mc3tly staff functions. As mosi 
of these staff positions probably should be retained, another 
method for generating the recomme:ded number of GS-15 intellicer « 
specialist positions is required. 


The NFAC MAG is proposing tha. at least half of the ub. i> 
non-supervisory slots be designat:-d as intelligence speciatlis . 
positions and that the remainder :e obtained by convertiny @ 
limited number of GS-15 supervisory slots now reserved for bruins 
chiefs. In the major production »ffices all branch chiefs ir» 
currently slotted at the GS-15 Jevel. Our recommendation of 
about ten GS-15 intelligence specialists in each of those offic - 
could. be met by converting a small number of branch chief «sicts 
in each office. If he so desirec, an ofiice chief could, hovwev » 
create more intelligence special st positions by converting ctr 
branch chief slots to this categ ry. 


Responsibility for determini ig which divisions would be 
allotted the GS-14 branch chief .lots would rest in the “ron. 
office. The office director wou:d also determine how these it ts 
would be reallocated as requirements change both within the 
office and in the various divisions. Although ORPA could meat 
its “quota” simply by designatirg about half of its curreni. ac -- 
supervisory GS-15 slots as intelligence specialists, the NI/c 
MAG recommends that it also adopt the flexible GS-15/GS-s4 cre. - 
ing structure for branch chiefs given the advantages thet othe - 
wise would accrue. (See discus: ion on page 4.) 


GS-16. In order to generat: the proposed number of G5- o iicel~ 
ligence specialist positions, a variety of procedures ave pus sate. 
(The total number of positions -hat could be generated hy eic 


procedure is given in parenthes:s.) 


SECK OE 
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SUBJECT: Creation of an Intelligence Speciaiist Corps within 
NFAC 


-~-Designate recently created GS-i5 non-supervisory Siov. 
as GS-16 intelligence speciali: ts (2?) 


--Convert GS-16 non-Supervisory staff" positions within 
an office (2) 


--Convert GS-16 non-supervisory : Lalf positions in the 
NFAC front office including th: NIO 


--Convert GS-16 deputy division hief 25X1A 


--Convert GS-16 division chief s ats 


Most of the GS-16 intelligence soecialist positions could be 
generated by converting deputy division chief slots or by can 
verting staff slots in the NFAC fron: office, particularly 1 
those cases where a GS-16 position 1; stotted under a Nationsi 
Intelligence Officer who has been as»igned two deputies. Jaci 
office would doubtless employ a different set of procedures 


pending on its "resources." 


GS-17. These positions most likely would be generated by 
converting existing GS-17 supervisary slots within an office. le 
recommend against using positions nw filled under the Scieniil ¢ 
Pay Schedule to fill these slots. 


In most instances where a slot s “converted,” office chiel. 
probably would opt to retain that position by slotting it at Une 
next lowest grade level. All responsibility for alloceting the 
newly defined analytical and manageial slots to the Various 
divisions within an office would re .t in the front office. 


How the-System. Would. Operate. 


The establishment of an intelli jence specialist carps would 
have little impact on the career of an analyst up to the GS 33 
level. The analyst should be expos2d to both the substantive 
and the managerial facets of working in the Center and should 
be encouraged to develop and improv? analytical and manager iai 
skills. 


At the GS-14 level, an analyst would begin to express 
interest in pursuing an analytical career. The analyst wouid 
actively seek unique opportunities to develop his or her arely deus 
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SUBJECT: Creation of an Intelligence Specialist Coros within 
NFAC 


skills as they became available. Altiough chances far pramotian 
would be.somewhat reduced by guing. tris route, limited opportu 
ities to advance up to the supergrade tevel would still exist 


The establishment of a more tlex ole grading structure cer 
branch chiefs would also provide more opportunities for GS~I3/G5 | 
analysts wno aspire to managerial po: itions. Office chiefs cou! 
use the "juntar-branch.chief slot" a: a. testing. ground. for. new 
managers. periodically rotating anal sts who had shown some jo- 
tential as managers into such stots. 


Analysts who decided against beisg managers or who fatlei 
to perform adequately during their “crial” period would have 
greater incentive to rejoin the analytical ranks where there 
would still be potential for advanceaent. In such cases the freq 
office would also be spared from tying down a GS-15 slot or com- 
mitting itself to a promotion before discovering that the unalyst 
was a bad manager. 


A branch chief who is slotted at the GS-14 Tevel would noi 
be expected to have as strong an an lytical background as branci: 


chiefs slotted at the GS-15 level. "Junior" branch chiefs who 


demonstrated analytical growth and : trong potential as manayers 
however, would become candidates fo: GS-15 branch chief slots acd 
could be promoted to that position is soon as a GS-15 manaygeria 
slot~opened up in the office. { 


It would be useful if an office could rotate a GS-15 manage- 
into an intelligence specialist position for a limited time to do 
a project. Although such practice jrobably would be the exceptic : 
rather than the rule, it could give office directors much more 
flexibility in the management of their analytical resources. /% 
the GS-15 level and higher, an anaiyst should have made his or 
her career choice. Movement from ihe analytical cadre inte a 
management position would be discorraged and movement in the onprsrt 
direction should be rare. 


and a master of the skills requirei to do the job. 


A GS-16 intelligence specialist should be a recognized capt 
not only within the Intelligence Community but within academic au 


~ other professional circles as well. The analyst should possess 


Special skills for intelligence production in areas of high cin- 
cern to the Intelligence Community. A GS-16 intelligence sper 
cialist should be fluent in all linguages relating to hi. ur fe: 
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SUBJECT: Creation of an Intelligenca Spactalitst Corps witsi 
NFAC 


specialty, and have done at least a year of field research 
(preferably Center sponsored). 


A GS-17 intelligence specialist would in most cases seryvs 
as the director of an analytical certer within his or her vfiics 
A number of senior intelligence specialists probably would be 
assigned to the center. Not only would he or she have all te 
qualifications Jisted for a GS-16 intelligence specialist, bul 
also the capability of assuming some supervisory responsibility 


25X1A 


he 
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OER 

Owl 

OSR 

ORPA 

ost 

OGCR 

OIA 

OCR 

CRG 

NFAC Front office 


Total NFAC Breakdown 
Total for OER, OWL, OSR, ORPA, 2 


Re! 


ost 


A 
pproved For Release 2001/08/07 : CIA-RDP81-00142R000300090010-2 


Approved For Release 2001/08/07 : CIA-RDP81-00142R000300090010-2 


Next 11 Page(s) In Document Exempt 


Approved For Release 2001/08/07 : CIA-RDP81-00142R000300090010-2 


